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Abstract 
The managers and management researchers believe that without constant commitment of the members of organizations, 
achieving the organizational objectives seems to be unattainable. Motivation is considered as a human mental characteristic 
which indicates the individual’s level of organizational commitment. Paying attention to the employees’ motivation plays a vital
role in the way the organizations offer their services. In this study, after comprehensive evaluation of various theories and models
regarding motivation, the model of Frederick Herzberg has been used. This paper aims to investigate the relationships between 
hygiene and motivational factors and motivation among chief operating officers and employees. The statistical population of this
study includes all the employees of the mentioned government organizations with the occupational group of 12 to 16 who have 
answered the questionnaire. After investigating the face and content of validity of the questionnaire, the Cronbach’s alpha was
conducted to investigate its reliability coefficient which was equal to 0.87. The results of the study revealed that Herzberg’s
hygiene factors have a significant impact on improving employees and chief operating officers’ motivation than motivational 
factors. Moreover, the findings indicated that the impact of Herzberg’s motivational factors on middle managers’ motivation 
raising is more than hygiene factors. 
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1. Introduction 
Why some people are not satisfied with their job and some are? Why do some people seek employment and some 
are reluctant to work? These are the questions that every manager and supervisor wants to know their answers. When 
we talk about working, we must primarily ask ourselves why human beings work. Each of us has different reasons or 
motivations for working which are in a constant state of flux. Do the stimuli of working include making money, 
launching a competition, seeking profit or vocational reasons? Or do people work because they have nothing else to 
do instead? Taylor believed that human beings are by nature self-centered and earning money is the most important 
factor which makes people work. If he was alive due to his theories he would get into trouble, since today the 
theories of idleness, insanity, and reliability of employees have become extinct. Undoubtedly, money is considered 
as one of great motivators but it is not the only stimulus. Hardly, we can determine that how money is effective in 
enhancing the efficiency of work. Changing the stimulus is usually accompanied by some alterations and enhancing 
the efficiency may be caused by a number of motives. 
Hseuh (2002) stated that Hawthorne’s experiments on the worthlessness of earlier ideas such as human being, 
machine, and separate parts offered an obvious reason. As a result of these studies, a new theory about the 
motivation of work was formulated which explained that human beings follow their goals and gain satisfaction 
through working? In other words, working is a social activity and therefore most people apply for jobs which 
deserve consideration and have intrinsic value. Maslow (1970) proposed a hierarchy of needs which begins with the 
most basic physiological needs and ends with self-actualization. Herzberg, Mausner, & Snyderman (1959) proposed 
two-factor theory of motivation which refers to some job factors that result in satisfaction while there are other job 
factors that prevent dissatisfaction. The factors which help to identify, achieve, improve individual goals and feel 
responsibility towards the job provides a desirable work situation. On the other hand, undesirable work situations are 
due to the weak policy of the organization, the relationships between the individuals, salaries, safety, and the 
inappropriateness of the job. 
Unfortunately, reality always differs from theory. We always see employees who work faster than satisfied 
individuals or employees who work in the most desirable situations but are not satisfied with their job. On the other 
hand, there are some people who work well in the most undesirable situations with no reward and gratuity. 
Therefore, job satisfaction can be seen from many different angles. This study aims recognize satisfaction and 
dissatisfaction factors as far as possible and propose some points which contribute to eliminating, completing, and 
strengthening those factors.  
Since various theories have been proposed by scientists about motivation and therefore different definitions are 
proposed by different researchers, we should use those theories for evaluating motivation that are practical and 
usable for our selected population. The models provided by Maslow (1943, 1954) and Frederick Herzberg (1959) are 
of great importance in a way that most experts and researchers of motivational issues usually use them. In the 
present study, the model of Herzberg has been used. 
2. Statement of the problem 
     The concern for employees with regards to creation a desirable working situation for enhancing employees’ 
commitment and motivation is of great importance to the organizations. Executive Management of each 
organization should expend considerable efforts to provide desirable working situations to ensure that good 
motivational factors are provided to employees at all times. Although, there are some factors that cause distress and 
liquidation in the organizations and affect on the level of employees’ performance and their attitudes toward work 
(job satisfaction). These have created a gap to be filled in this study especially in Iran. Therefore, the purpose of the 
research was to evaluate the effective factors which influence on employees’ job satisfaction and motivation system 
in governmental organizations. Accordingly, the importance of enhancing employees’ motivation was the other 
reason.
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3. The Review of Literature 
      Many people wrongly consider motivation as a characteristic feature which some people possess it and some do 
not possess it. Inexperienced managers label those employees who have weak motivation as idle. Therefore, it is 
assumed that these individuals are always idle or have weak motivation (Robbins, 1997). Motivation has three major 
components. The first component of motivation deals with direction or giving power or energy to the behaviors 
including environmental indicators, memories, and emotional responses that lead individuals to a particular behavior 
(Danish et al., 2015). The second component of motivation deals with intensity which influences or controls the 
individual’s behavior. Finally, the third part deals with the durability or persistence of behavior. If the environmental 
factors strengthen the direction and intensity of individual’s powers, the behavior will continue. 
Along with perception, personality, attitudes, and learning, motivation is a very important part of understanding 
behavior. Luthans (1998) asserted that motivation should not be considered as the only explanation of behavior, 
since it connects with and acts in association with other mediating processes and environment. He argued that 
motivation is not considered like other cognitive processes. Therefore, the behavior should not be equated with 
causes of behavior. Evans (1998) emphasized on the key role of motivation because a lot of organizational behavior 
theories find it as essential re-emphasize issue in the field. 
Motivation has been defined in various ways and by different authors. All of these definitions have some words in 
common such as desire, want, wishes, aim, goals, needs, and incentives. Luthan (1998) stated that motivation is a 
process that starts with a physiological deficiency or need that activates a behavior or a drive that is aimed at a goal 
incentive. Thus, the key point for understanding the process of motivation lies in the meaning, relationship, needs, 
drives, and incentives. Minner et al (1995) argued that motivation consists of these three interdependent elements 
including needs, drives, and incentives. Managers and management researchers have believed that reaching 
organizational goals are unobtainable without the long-term commitment of organizational members. Motivation is a 
human psychological characteristic which related to the degree of commitment in an individual behavior (Adeyemo 
& Aremu, 1999; Haghighi, Borhani, Mashouf, & Kordrostami, 2001). It consists of the factors that cause and direct 
human behavior towards a particular goal. They stated that there are some basic presumptions of motivation 
practices by managers which must be found out. First, motivation is commonly considered as a good thing. 
Individuals cannot have good feelings about themselves if they are not motivated. Second, motivation is one of 
several factors that influence on the individuals’ performances. Moreover, the factors such as abilities, resources, and 
conditions under which an individual performs are also assumed to be important. Third, motivation is in short supply 
and in need of periodic replenishment. Fourth, motivation is assumed as an essential tool which managers can use it 
in their organizations. If managers recognize what motivates the people to work for them, they can assign the job 
assignments and reward to what these people make (Mohammad Davoudi, Parpouchi, & Nikooravesh, 2016). 
Motivation is goal-directed by nature and is considered as the goals of any public, private, and non-profit 
organization; therefore, managers can provide them. 1950s was an effective era in developing the first theories about 
motivation and therefore three basic theories were formulated during this decade. Later, these theories were 
considered as well-known descriptions and gained attractions after passing a period of criticism (Robbins, 2003a, c). 
These theories include Theory of Hierarchy of Needs (Maslow, 1970), Theory X and Theory Y (McGregor, 1960), 
and the Two-Factor Theory (Herzberg, 1959). 
Maslow’s Hierarchy of Needs is known as the most prominent theory of motivation. Maslow (1943, 1954) found 
that all human beings have five levels of needs to be satisfied. These needs consist of physiological, safety, love and 
belongings, esteem, and self-actualization. Physiological needs refer to the needs for food, water, air, sleep, and sex 
while safety needs point to safety and protection against physical and emotional injuries. Love and belongings 
consist of emotional needs, dependency, and friendly relationships. Internal factors such as self-esteem, autonomy, 
and development and external factors such as position, reputation and drawing attention are considered as esteem. 
Finally, self-actualization refers to the growth, achievement, and self-fulfillment. When each of these needs is 
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fulfilled, the next need will become the most dominant and be of great importance. Maslow has divided these five 
sets of needs into two categories of fundamental or basic needs and secondary or higher-order needs. Physiological 
and safety needs are assumed as basic needs while other needs such as love and belongings, esteem, and self-
actualization are considered higher-order needs. He hypothesized that the difference between these two categories of 
needs is due to the hypothesis that higher-order needs are satisfied internally while basic needs externally (Maslow, 
1970). 
Theory X and Theory Y were proposed by Douglas McGregor who explains two fundamental approaches about 
the nature of human being. In theory X, it is assumed that employees do not like working and therefore are not hard 
working. Therefore, they abdicate their responsibilities and must be forced to work. Employees are considered as 
dynamic, tireless and creative creatures in theory Y which can take responsibilities and are able to manage 
themselves. Unfortunately, there is no evidence to confirm that the set of these assumptions or the assumptions of 
accepting theory Y are valid and accordingly changing an individual’s actions will lead to more motivated workers 
(Robbins, 2003b). 
     Frederick Herzberg’s studies were concentrated on job satisfaction in which about two hundred engineers and 
accountants were asked to mention the factors which brought them job satisfaction and dissatisfaction. He also 
proposed the two-factor theory or motivation-hygiene theory which became the starting point for many further 
studies and management theories all over the world. According to Herzberg, the factors that provide motivation will 
provide job satisfaction too. He also mentioned some factors which reduce dissatisfaction and have no effect on 
providing intrinsic motivation, but are essential for preserving organizational health, structure, and stability. 
Herzberg also described those factors that are considered as motivational factors such as personal factors and those 
factors that avoid dissatisfaction such as occupational hygiene factors. The most important motivational factors are 
success in working, identification of the individual, the work itself, responsibility, and development and growth. The 
most important hygiene factors are  the general policy of the organization to manage system affairs, exercise 
supervision, relationship of the supervisory authorities, working conditions, salaries, relationships with co-workers, 
personal life, relationships with inferiors, job opportunity,  and job security. The major difference between 
motivational and hygiene factors are that motivational factors bring positive satisfaction while hygiene factors 
merely prevent employee dissatisfaction (Miner, Ebrahimi, & Wachtel, 1995). In other words, in the absence of 
motivational factors, employees will experience full dissatisfaction. If we just provide hygiene factors, they will not 
bring (Ghahremani Germi, Ghahremani Germi, & Delghavi, 2014). In fact, hygiene factors cannot provide health but 
they can prevent illnesses. According to Herzberg, job dissatisfaction is not the opposite of job satisfaction. If the 
dissatisfaction factors are removed from working environment, it does not necessarily lead to job satisfaction. 
4. Research hypotheses 
The following two null research hypotheses of this study have been proposed according to hygiene and 
motivational factors.  
H01: There is significant relationship between paying attention to motivational and hygiene factors (maintenance or 
occupational factors) among chief operating officers and employees. 
H02: There is a significant relationship between paying attention to motivational factors (individual factors) and 
motivation among middle managers. 
5. Method 
The sample size in this descriptive study was initially analyzed and then a set of questionnaires were designed 
and distributed among the employees. The statistical population of this study consisted of all the employees in one 
of the deputies of government agencies and related companies in Tehran with the occupational group of 12 to 16 
from any level and position. The survey instrument was questionnaire which was distributed among employees and 
only a total number of 283 of them were collected. In spite of the given explanations, 12 employees with the 
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occupational group of 17 and 1 employee with the occupational group of 10 (13 employees in total), who were out 
of the statistical population, had answered the questionnaires. Consequently, these questionnaires were not included 
in statistical calculations; therefore, 270 employees were finally selected as sample of study. To verify the accuracy 
of respondents in the questionnaire, some control questions were included into the questionnaire so that it was 
possible to separate those questions, which were answered carelessly from other questions. In this stage, 29 
employees were excluded because of carelessness; therefore, the sample of study was reduced to 241. In the 
questionnaire, the order of the questions about hygiene and motivational factors were deliberately falsified so that 
the employees would not be influenced by the order and similarity of hygiene and motivational questions and they 
would not be distinguishable easily. The questionnaire consisted of 43 questions which most of them were designed 
in pairs and separately. This means that after presenting the stem of a question, which was about a particular topic 
and asked the attitude of individuals towards their organization, there was another question that asked whether this 
topic was effective on providing motivation or not. The question number 43 was an open ended question. Two types 
of information were formed the questionnaire including the current condition of employees in the organization and 
the factors which provide more motivation from the environment, organizational culture, and employees’ previous 
working experiences. To test and confirm the hypotheses of the study, a chi-square test (or x2 test) was conducted. 
Through this test, we will investigate that the independent variables in the sample are not random and significant 
difference between the expected and observed frequencies in one or more categories. To confirm the face validity of 
the questionnaire, the researchers asked a number of most famous management professors in various universities to 
revise and improve the order and content of question items. To test the construct validity, the explanatory factor 
analysis was conducted. Based on the data gathered, the reliability coefficient alphas were calculated through 
Cronbach’s alpha to be 0.87. 
6. Results 
Table 1 presents the results of testing the first main hypothesis.  The Chi-square was conducted with 2 degrees of 
freedom and 123 participants and the significance level of 0.99. Since the computational x2 is higher than the x2 of 
table, the first hypothesis which states there is a significant relationship between paying attention to motivational 
and hygiene factors (maintenance or occupational factors) among chief operating officers and employees, is 
confirmed. 
Table 1. The results of testing the first main hypothesis 
Significance LevelX2  of TableThe Computational  X2
0.999.2182.93
As a more complete study, we can consider the first hypothesis as followed: 
1. There is a significant relationship between paying attention to hygienic factors (maintenance or 
occupational Factors) and motivation among all employees. 
In order to evaluate this hypothesis, we perform the previous process for 241 individuals. The result of testing the 
first hypothesis for all the employees instead of just chief operating officers and employees is indicated in Table2. 
Due to the high value of computational x2 than the x2 of table, this sub-hypothesis is also confirmed. 
 Table2. The results of testing the first main hypothesis for all employees 
Significance LevelX2  of TableThe Computational X2
0.999.21116.42
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Table 3 shows the results of testing the second main hypothesis which states there is a significant relationship 
between paying attention to motivational factors (personal factors) and motivation among middle managers. The 
significance level of 0.99 and the high value of computational x2 than x2 of table the second hypothesis is 
confirmed. 
Table 3. The results of testing the second main hypothesis 
To have a comprehensive view, we also evaluate the second hypothesis for all employees (N=241).  
2. There is a significant relationship between paying attention to motivational factors (personal Factors) and 
motivation among all employees. 
Table 4 represents the results of Chi-square for analyzing this relationship among all employees. The comparison 
of the value of computational x2 and the x2 of table reveals that computational x2 has a higher value; therefore, this 
sub-hypothesis is also confirmed. 
Table 4. The results of testing the second main hypothesis for all employees 
Significance LevelX2  of TableThe Computational X2
          0.99     9.21          125.9
7. Discussion and Conclusion 
This paper aims to investigate the relationships between hygiene and motivational factors and motivation among 
chief operating officers and employees. The findings of the study revealed that the organizational hygiene factors 
are directly effective on the job satisfaction of ordinary employees and chief operating officers. The hygiene factors 
which have the greatest impact on employees’ job satisfaction were identified after testing the first hypothsis which 
were salary, management or super vision methods, organizational policies, relationships with other authorities, 
relationships with colleagues, position, job security, and having an accurate system of punishment and reward. 
Moreover, the impact of motivational factors of Herzberg’s model on job satisfaction of middle managers has been 
proved. These factors were embracing the opinions of other employees, job evaluation, hope to advance, becoming 
more autonomous in affairs, specifying the limits and duties, creating a sense of belonging to organizational 
objectives, giving more employee freedom of choice and discretion, paying attention to innovation, endeavoring 
work, removing the tight control, more desirability of work, authorities’ moral support and encouragement, the 
relevance of job to expertise, and on-the-job training. To improve the employees’ motivation, this study presented 
some suggestions. First, chief operating officers should have further studies on motivational issues and theories and 
pay greater attention to them in their organizational management training in the direction of longitudinal and 
transverse training waves. Second, they should not deliver unrealizable promises to their employees. They also 
should reconsider the relationship between the superior and the inferior and accurately evaluate the employees’ acts 
to give them feedback. The chief operating officers should attempt to identify their employees’ training needs and 
satisfy them. Finally, they would better to develop and apply a clear pay and reward systems without any 
discrimination.  
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